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Abstract 
In an increasingly competitive environment, a more efficient management of resources is of utmost importance. However, 
despite the recognized importance given to the organization’s strategy, many still remain focused on the usual budgeting 
cycle to financially control their actions. This short-term and incremental tactical behavior does not allow decisors to 
focus on what lies beyond the horizon. The Organizational Cockpit concept emerges as a strategic management system, in 
near real time, as an attempt to explain and communicate the organization’s strategy at all levels. It fosters strategic 
performance monitoring and measuring by providing information on how the “flight” is doing, thus creating the 
conditions to allow strategic navigation, permitting to assess performance and, at the same time, information about actions 
taken, the resources used and their result. This concept can also be used to assess the organization’s performance within 
the Portuguese Integrated Management System and Performance Evaluation in Public Administration. 
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1. Introduction 
The Human being is characterized by his constant ambition to achieve something new. For that, he needs a 
plan, which can be simple or complex, short or long-term, with a logical sense, taking into account his 
capabilities and vulnerabilities, which can help him, to achieve his vision. In short, he needs a strategy. Person 
[1] states that “leading a business in today's high-speed world is no different than piloting a high-speed jet”. 
Kaplan and Norton [2] refer: “you cannot manage what you cannot measure”. As such, organizations need 
instruments to help explain and communicate strategy, monitor implementation and measure performance, 
determining if the organization’s “flight” is progressing according to the outlined strategy. Kaplan and Norton 
have developed the Strategic Map (SMap) [3] and Balanced Scorecard (BsC) [4] concepts that allow mapping 
strategic management objectives, however to provide near real time steering to the organization the metaphor 
“Flying the Organization” [5] compares an aircraft to an organization. According to the metaphor, 
organizational management needs the same set of tools available within the aircraft world that allows 
answering to 3 questions: “Where are we now?”, “Where are we going?”, “What is our route?”. Answering 
these questions entails, in addition to the SMap and the BsC, the need of a complete time-based plan (the 
Flight Plan), that provides intermediate objectives that the organization has to reach while moving to the big 
objective, an insightful set of Key Performance Indicators (KPI) grouped in an cockpit and adjustment 
mechanisms. The overall concept is called the Organizational Cockpit [6, 7].  
To develop and apply this concept to the Portuguese Air Force (PRT AF), the PRT AF Academy, in a joint 
venture with the Technical University of Lisbon and the Center for Organizational Design and Engineering, 
conducted a research, materialized by 2 master thesis, intended to analyze and propose the logic for the 
Organizational Cockpit and apply it in: i) the strategic steering of the PRT AF itself [6]; ii) the steering of the 
Air Staff Operations Division [7]. The project was divided in 2 phases. The first is the development of the 
Model and the setup in the different areas of application; the second entails using and comparing vantages and 
disadvantages and establishing lessons learned. Upon project success, a third phase can be initiated 
comprehending the model extension to other organizational units. This document outlines the research 
conducted, in the first phase, at the strategic steering of the PRT AF. The research problem was taken from [5] 
as “Organizations do not possess near real time steering mechanisms”. The research question was: The 
Development of an Organizational Cockpit for the PRT AF can create benefits and added value for the entire 
organization?” [6].  
The document is divided into the following sections: “Concepts and Application”, in section 2, provides 
the relevant literature review; section 3, “The Organizational Cockpit”, presents the research model’s 
construction; section 4 concludes and presents future work. 
2. Concepts and Application 
Magalhães and Tribolet [8] reported that Organizational Engineering (OE) intention is “to help 
organizations make better use of their human and information resources so that they can build knowledge and 
organizational intelligence in a sustainable way”. Knowledge is essential because people are the only 
element capable of generating self-consciousness about the organization. According to Vicente [9] an 
organization is self-aware (OSA) when the two dimensions, individual and organizational, are aligned. 
According to Páscoa and Tribolet [10] “Flying the Organization” is similar to flying an aircraft. This 
metaphor seeks to treat the organization as an aircraft employing the principles related to flying. Flying is 
planning, detail, awareness, accuracy, learning, monitoring, analysis and reporting, in real time, being “ahead 
of the aircraft”, anticipating and preventing changes to the existing plan which can result in an error. It all 
starts by identifying current position (From or AS IS) and defining exactly where to go (TO BE) end how. For 
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Páscoa [5] the Organizational Flight Plan is a plan of activities, which the organization develops in a given 
period of time, with a set of details like: the activity's identification, the resources involved and the starting as 
well as the finishing date. With the Flight Plan it is possible: (1) to connect strategy with execution; (2) 
translate the strategy from the SMap; (3) provide the information necessary for the performance indicators 
and the degree of achievement of objectives in the BsC; (4) insert the time dimension for planning (that is not 
present in the BsC), (5) define with detail the use of specific resources. Adapted to the organizational context, 
the concept allows identification, at any given moment, of: i) delayed, in time, or ahead of time activities; ii) 
level of execution and consequently the degree of objective achievement.  
The Organizational Cockpit concept utilizes the Strategy Map as “visual representation of the strategy on 
a single page” [6, 7], the Balanced Scorecard that “enables the creation of indicators based on a strategy, 
which can be of financial or non-financial nature, divided in different perspectives that allow managers an 
overview of all the organization’s performance” [3], the Flight Plan which adds further time detail to the 
objectives allowing to find out if the strategy is being accomplished at a specific moment in time and a 
Cockpit that presents decisive indicators. The Cockpit concept [5] differs from the BsC as it presents only 
information that is compared to a baseline. As an engine temperature indicator presents the actual 
temperature, it also gives indication if that value is within the normal range. As such, organizations need a 
cockpit with the indicators that enable decisors to infer, in near real time, about performance and the need to 
apply corrective measures. The concept is customizable taking into account the user’s responsibility and 
competencies. It enables the observation of the indicators as exemplified from the most strategic to the highest 
level of detail, close to employees and departments. 
The Integrated Management System and Performance Evaluation in Public Administration (SIADAP) 
emerged with the goal to “contribute for the improvement of the performance and service quality of public 
administration” [11]. The Framework of Assessment and Accountability (QUAR) falls within the Subsystem 
of SIADAP 1 with parameters for assessing services and performance evaluation based on the following 
perspectives: effectiveness, efficiency and quality. The PRT AF is not alien to this system of evaluation of its 
public services [6]. The QUAR, integrated in the Organizational Cockpit concept can provide the elements to 
analyze, create and implement the best possible strategy. 
3. The Organizational Cockpit  
This section is intended to explain the organizational cockpit construction logic, the critical factors to 
implement, taking in consideration previous concepts. The integration of concepts and tools mentioned in the 
previous section, in a context of strategic performance management acknowledges that there is a structured 
and hierarchical sequence. Vectors are defined, strategy or strategic objectives (SO) are decomposed into 
second-level objectives or operational goals (OG) inserted in each perspective tool defined by Kaplan and 
Norton. Later these OG are broken down into strategic initiatives or activities with their own indicators and 
meeting targets. Finally these initiatives or activities are formed by a set of actions that take place at the 
employee level where the tasks or actions are performed on a daily basis. The Organizational Cockpit aims to 
collect a set of indicators that enable decision makers to perceive how the implementation of the outlined 
strategy is going. This requires translating execution into numbers, by measuring strategic performance, to 
understand if the path to success is correct or if there are deviations which need the application of adjustment 
mechanisms or revisions of objectives and respective goals. By creating relations of cause-effect between 
performance indicators, the link between strategy and execution is formed. This system allows 
communication with all stakeholders which promotes constant strategy articulation with the organization's 
environment. Following an arithmetic logic if the SO translate the strategy, the sum of the achievement in 
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which one will translate the performance of the organization's strategy execution, as shown in equations 1 and 
2: 
ܵݐݎܽݐ݁݃ݕ ൌ ߙଵܵ ଵܱ ൅ ߙଶܱܵଶ ൅ ڮ൅ ߙ௡ܵ ௡ܱ ൌ σ ߙ௡ܵ ௡ܱ௡௜ୀଵ  (1) 
ߙଵ ൅ ߙଶ ൅ ڮ൅ ߙ௡ ൌ σ ߙ௡௡௜ୀଵ ൌ ͳ  (2) 
With this formula strategy is arithmetically decomposed, according to SO variables which will be 
calculated and thus reflecting the strategic performance. These variables are coupled with the respective 
weights (Į) which reflect the priority and strategic weight of that vector. To calculate the value of variables 
SO the Strategy Map conventional perspectives shall have a key weight for the execution of this SO. To 
determine the contribution of each perspective to the SO the equation 3 will illustrate the mentioned logic and 
equation 4 typifies this relationship. 
ܵ ଵܱ ൌ ߚଵଵ ଵܲ ൅ ߚଶଵ ଶܲ ൅ ߚ͵ͳ ଷܲ ൅ ߚͶͳ ସܲ    (3) 
ܵ ௝ܱ ൌ σ ߚ௜௝ ௜ܲସ௝ୀଵ     (4) 
Table 1 illustrates the relationship between objectives or strategic vectors according to the conventional 
Kaplan and Norton management perspectives. 
Table 1. Relationship between Strategic Objectives and Management Perspectives 
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If the same logic is used to calculate the performance at the scale of each perspective management, one 
must calculate the performance among OG inserted in the same perspective as shown in the equation 5 and 
generalized in equation 6. 
ଵܲ ൌ ߜଵଵܱܤଵ ൅ ߜଵଶܱܤଶ ൅ڮ൅ ߜ௜௝ܱܤ௜   (5) 
௝ܲ ൌ σ ߜ௜௝ܱܤ௜௡௜ୀଵ   (6) 
By deducting from the previous formulas presented, it is possible to relate the OG directly from each 
perspective to the strategic vectors to which they contribute. Thus applying to other strategic objectives, table 
2 is obtained and weights to the cause-effect relationships, envisaged in the SMap, are established. This logic 
should be cascaded and applied to the set of initiatives or activities that make up the OG of each management 
perspective. The same must be applied to the actions or tasks that constitute these same activities in the Flight 
Plan. This logic creates a vertical alignment from the vectors and strategic objectives to the tasks and 
activities of each department and, at the same time, promotes communication with the employees about the 
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organization’s strategy and how each part contributes to the execution of this strategy. To create a true 
strategic management system there are two essential factors: i) such a system needs to rely on Business 
Intelligence solutions that allow multiple users to quickly update the status of execution of their actions and 
tasks that have strategic weight and easily query performance indicators according to the responsibility and 
competence of the user [1]; ii) the system needs to operate in near real time, such as in the aircraft cockpit, 
where the crew needs to obtain information from its indicators with the minimum possible delay in order to 
apply the necessary adjustments. 
Table 2. Relationship between Strategic Objectives and Objective Goals  
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The SMap and BsC are tools that still have large membership in all types of organizations, with the great 
advantage of focusing the organization around its vision and strategy. However we intend to obtain, not a 
picture of what the state of execution and performance is at the end of certain periods, but a constant and 
continuous monitoring. For that it is important to integrate, along with the SMap and BsC, the Organizational 
Flight Plan which discriminates the periods of each task, making a comparison with the performance expected 
at any given date. This allows measuring the performance relative to that action and therefore, due to the 
vertical articulation, consequently the organization's strategy performance. This management system thus 
aims to integrate different tools to create a real mechanism of piloting the organization, centering it on the 
strategy and monitoring its execution in near real time. As mentioned above, the Strategy Map brings together 
the vision of the leader, the organization's mission, the institutional values, the management perspectives, the 
strategic vectors and the objectives inside each perspective, as well as the relationship of cause and effect 
between them to achieve success. The BsC will decompose the objectives of each perspective, according to 
initiatives or activities, creating indicators and targets. The Flight Plan will add the time dimension by 
describing actions that contribute to the correspondent activity, which is responsible for each one and for the 
deadlines. The integration of these tools will provide a vertical alignment with the Flight Plan on the basis that 
it will feed and automatically update the entire system, as employees and departments update the tasks under 
their responsibility. By cascading from the main system to the organization’s levels will create a horizontal 
alignment between the different departments that can not only understand the departments or functional unit 
performance but the organization as a whole. These three tools integrated will allow the pouring of 
information from each framework indicator, for an Organizational Cockpit which, thanks to this articulation, 
intends to be customized taking into account the context of who consults it, providing the desired granularity 
of detail. The Organizational Cockpit intends to determine how far the objectives of execution are (where we 
are), what is missing or should be running, (what is left) to achieve these goals. When it reaches the end of the 
period, creating an organization’s QUAR, will satisfy the legal requirements of SIADAP and provides a 
simple report, which has a similar logic and construction of the BsC. The integration of data into the Cockpit 
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allows quick and effective access to information, without wasting time searching and gathering the scattered 
information in different systems of the organization.  
In a hypothetical case, an administrator wants to consult the organizational cockpit, on a random date, and 
verifies that a strategic performance indicator is outside the range of desirable performance. He checks the 
organization's SMap to identify which perspective and what goals are negatively contributing to this 
performance. By identifying in BsC which OG are crippling this performance, he can look ahead to see which 
sets of activities and goals have not achieved the desired goals. If more details are needed to see what would 
be the expected performance at that date, the Organizational Flight Plan can be consulted to check if tasks are 
delayed (or even ahead of time) and which departments or functional units are responsible for those tasks. 
4. Conclusion 
The Organizational Cockpit concept is an organizational strategic management system, composed of the 
Strategy Map, Balanced Scorecard, Flight Plan and Cockpit which provides, in near real time, the necessary 
OSA to conduct strategy successfully. It allows communication of the organization’s strategy at all levels and 
at the same time monitors execution and measures performance. Its transversal nature allows that a “Yes” is 
the answer to the research question. Further research must be conducted concerning the artifacts that must be 
developed and used in this system, as well the types of metrics and nature of KPI’s and the development of 
flexible cockpits. The implementation of the Organizational Cockpit needs strong support from the leadership, 
as the system should be deployed and cascaded to different levels and departments. Initially, like in the PRT 
AF, it is advisable to choose one department to implement this system in order to be able to draw conclusions 
about how it should be applied to the rest of the organization. Finally, the cockpit is not an end in itself, in 
other words, it is a system that does not assure the organizational success alone. It provides information about 
the "flight’s" performance compared to the outlined strategy plan. However, it does not guarantee that the 
strategy chosen is the most appropriate for the organization. The system highlights the need for organizations 
to conduct an intensive study of strategic planning. Even after the implementation of this system, a periodical 
revision of goals, objectives and even strategic vectors must be made, in order to ensure the adequacy of the 
strategic plan to the organization the context and the reality. 
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